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M SSI ON NEED STATEMENT FOR THE
DEEPWATER CAPABI LI TI ES PROJECT

STEAM NG AHEAD | NTO THE TVENTY- FI RST CENTURY

Introduction. Since 1790 the U. S. Coast Guard has maintai ned a
hi gh seas capability which represents the very essence of the
Service. Al Coast Guard roles--Maritinme Law Enforcenent,
Maritime Safety, National Defense, and Marine Environnental
Protection--are perfornmed in the Deepwater arena, which is
defined as that area beyond the normal operating range of single-
crewed shore-based small boats, where either extended on scene
presence, long transit distances, or forward depl oynent is
required to performthe m ssion.

Today’ s newspapers docunent Coast Guard service throughout the

gl obal maritinme regions. Coast Guard forces are conducting
nation building activities in the. Mediterranean Sea; mariners
rely on our tracking of icebergs in the North Atlantic; marine
resources are protected fromthe Northwest Atlantic fishing
grounds to the far reaches of the Pacific; our polar icebreakers
ply the icecaps to further scientific discovery while
contributing to the national security; and we are conbating
illicit drug trafficking in two oceans, fromthe source countries
to the shores of the U S. The Coast Guard s nandate to pursue

of fshore m ssions, far from shoreside support, remains clear

This pursuit requires sophisticated capabilities in order to
performsafely and efficiently. The Coast Guard’ s outstanding
performance in the Deepwater environnment is in jeopardy, however,
because al nost all of our major assets which pursue these crucial
m ssions are rapidly approaching the end of their useful service
l'ives.

The Coast Guard’s ability to prosecute m ssions effectively falls
short in two prinmary areas: resource capabilities and resource
availability. Qur assets do not have the capabilities to perform
as efficiently as they should. Wen conpared with functional
requi renents generated for each m ssion, the capabilities of our
present assets show their age. O greater concern is the
undeni abl e fact that as assets reach the end of their service
lives, the Coast Guard will not have the platforns necessary to
nmeet future enpl oynent needs.

The Deepwater M ssion Anal ysis Report underscores the inportance
of maintaining our core capabilities into the Twenty-first
Century. It is inperative that the Coast Guard continue its
alignment with national priorities by devel oping i nnovative
resource allocation and asset m xes, |everaging technol ogies, and
establishing new performance standards and neasures. This
commtnment to achi eve econonical and environnentally sound
policies while attaining high public service standards are
cornerstones in our goal of maintaining the Coast Guard as the
world s premer maritine service.
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1. Description of the M ssion.
a. Requi red M ssi ons.

The U. S. Coast Guard is a key elenent in supporting the National
Security Strategy by maintaining the nation’s econonic, social,
environnmental, and mlitary security in the maritine environnment.
One of the nation’s five mlitary Services, the Coast CGuard is
characterized by a uni que conbi nati on of disciplines which extend
far beyond traditional mlitary roles. The Coast Guard is not
merely a small navy, duplicating the efforts of others, but is a
sensi bl e conplenent to the other Services, offering expertise
devel oped from our peacetine operations which is avail able
nowher e el se.

Thi s conpl ex organi zati on of people, ships, aircraft, boats, and
shore stations is tasked with the’ followng primary roles in
support of the National Security Strategy:

MARI TI ME LAW ENFORCENMENT- Pronpte national well-being, security,
and econom c prosperity by enforcing national and international
laws and treaties throughout the maritinme region.

The Coast @uard, as the nations lead nmaritinme |aw enforcenent

agency, has broad, nultifaceted jurisdictional authority. The
current Maritinme Law Enforcenment (M.E) enphasis is on
(1) conbating illicit drug trafficking, (2) interdicting illegal

mgrants at sea, and (3) protecting fisheries and other |iving
marine resources. Additionally, the Coast CGuard is responsible
to enforce all federal |laws at sea, and other responsibilities

i ncl ude preventing snuggling of other contraband such as firearns
and currency, ensuring conpliance with vessel safety |aws,
respondi ng to vessel incidents involving violent acts or other
crimnal activity, and providing support to other federal, state
and | ocal | aw enforcenent agenci es.

MARI TI ME SAFETY - Facilitate safe, effective marine
transportation and promote the maritime public’s well-being and

economic prosperity by minimizing injury, death, and property

damage on, over, and under the high seas and waters subject to
the jurisdiction of the United States.

The Coast Guard is responsible for conducting search and rescue
(SAR) throughout the Maritine SAR Area, a nassive region which
i ncludes all waters subject to the jurisdiction of the United
States, and high seas areas covering much of the North Atlantic
and Pacific Cceans, as well as a substantial portion of the
Arctic Ccean as depicted in Figure 1. In addition, maritine
tradition and international |aw require Coast Guard assets to
respond to distress requests for assistance in any area that they
are operating in, regardless of |location. Wile SAR operations
represent but a small percentage of Deepwater operations, the
Coast CGuard nust retain its position as the world' s |eader in
this vital humanitarian m ssion.



Since 1914 the Coast Guard has been responsible for the
managenent and operation of the International Ice Patrol (I1P),
an international effort to warn mariners of the presence of

I cebergs in the vicinity of major shipping |anes, as shown in
Figure 2. Even in the nodern age, icebergs renain a very rea
hazard to shi pping, however, since the IIP began, no loss of life
or vessels has occurred with its are of responsibility.

INTERNATIONAL ICE PATROL
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The Coast Guard supports the National COceanic and Atnospheric
Adm ni stration (NOAA) in establishing and maintaining a system of
of fshore environnmental data collection buoys which enhance the
Nat i onal Wat her Service’s weather forecasting ability. Since
the buoy systemwas first established, the Coast Guard has

provi ded this support to the National Data Buoy Center (NDBC) in
the formof deploynment, maintenance, and recovery of NDBC s

of f shore buoys.

NATI ONAL DEFENSE - Support the National MIlitary Strategy by
engagi ng in domestic and international efforts that enhance the
i mage of the United States, protect our econom c interests, and
defend U S. citizens and property.

The Coast Guard is, by statute, "a mlitary service and a branch
of the Arnmed Forces of the United States at all tinmes" (14 USC
1). The Coast Guard has participated in every war or national
contingency since our nation was founded. The Coast Guard offers
the nation a defense bargain as our assets, while sonetines |ess
capable, are far |ess expensive than Navy platfornms, and are
fully enployed during peacetine, thus "earning their keep" while
waiting to respond.

Al t hough the Coast Guard perforns a variety of defense taskings,
our core conpetencies at present include:

Maritime Interception Operations (MO, a naval m ssion conducted
to enforce the seaward portion of certain sanctions agai nst other
nations or group of nations including surveillance of approach
zones, querying and/ or stopping inbound vessels, boarding and
searching themto ensure conpliance with applicable international
rul es and UN resolutions, and diverting or redirecting those
vessel s not in conpliance;

Depl oyed Port Operations, Security and Defense (DPOSD), a

nati onal defense m ssion conducted to ensure mlitarily critical
port and harbor areas in or near the theater of operations are
mai ntai ned free of hostile threats, terrorist actions and safety
deficiencies which would be a threat to support and re-supply
operations; and

Envi ronnent al Defense Operations, a mssion yet to be fully

devel oped, where Coast Guard forces will assist in responding to
m nimze operational interference and environnental damage caused
by deli berate eneny actions such as the Iraqgi-generated crude oi
spill during Operation DESERT SHI ELD/ STORM



MARI NE ENVI RONWVENTAL PROTECTI ON - Protect the marine environnent
and preserve our natural resources while pronoting national well-
bei ng and econom c prosperity.

The Coast Guard is responsible for the enforcenent of a nunber of
safety and pollution prevention regulations on ships operating in
U S waters, including foreign vessels. The G| Pollution Act of
1990 has resulted in a considerable increase in Coast Guard
responsibilities, and the International Convention for the
Prevention of Pollution from Ships (MARPOL) has broadened our
authority to take direct enforcenent action for oil, noxious

| i quid, and garbage di scharges offshore.

Future Mssions. The Coast Guard is a dynam c service facing
continual change. Qur service began as a revenue collecting
agency, and the primary roles that the Coast Guard has becone
known for--Maritime Law Enforcenent, Maritime Safety, Marine

Envi ronnental Protection, and National Defense--evolved as the
organi zation matured. The Deepwater M ssion Anal ysis Report
(MAR) points to other possible Deepwater m ssions for the Coast
@Quard of the future. Future mssions could include protection of
non-1living marine resources, oceanographic data collection and
survey, UN and international operations, and disaster and
terrorismresponse and protection. The Center for Naval Anal yses
I's presently conducting a study which will result in
recommendations to the Chief of Naval Operations as to
appropriate future national defense m ssions for the Coast Cuard.
Possi bilities under consideration include a wide variety of
mlitary and diplomatic m ssions.

Since definite requirenents for these m ssions do not yet exist,
they are not included in this docunent. Wiile it would be
premature to all ocate precious resources for uncertain tasking,
such possibilities should be considered when required
capabilities are discussed. Many of our current Deepwater
resources are enployed in mssions which were not consi dered when
the assets were designed. Raising these issues now serves as a
"pl acehol der” to ensure that future Coast Guard resources wll be
better equi pped for the responsibilities they pursue. As the
probability of those m ssions becom ng Coast CGuard tasking

I ncreases, their effect on asset capabilities will be eval uated
and docunent ed.



b. M ssion Need.

Most Coast Guard Deepwater m ssions can be broken down into the
functional tasks of target detection, classification or sorting
into targets of interest (TAOs), specific target identification,
and prosecution. In order for the Coast Guard to retain its
multi-mssion flexibility, a capability in unison wth the
Department of Transportation’s goal for strategic utilization of
public resources, the ability of our Deepwater assets to execute
all of these basic functional tasks is essential. The functional
tasks vary dependi ng on the specific target type and the nature
of the m ssion as outlined bel ow.

Drug Interdiction. The key requirenents for successful drug
interdiction are surveillance and presence in areas where the
possibility of contraband snmuggling exists. The capability to
respond to intelligence informati on and known incidents of drug,
smuggl ing such as air drops or nother ship rendezvous as they
occur is required for this activity. The ability to maintain a
continuous on scene presence, thus providing a visible deterrence
to the snuggler, and to dispatch boarding teans to conduct

I nspections are inportant m ssion requirenents. Qur |aw
enforcenent assets nust have the ability to conpel conpliance

wi th Coast Cuard | aw enforcenent authority.

Alien Mgration Interdiction Operations. Proactive patrols are
required to counter the normal flow of illegal mgrants. These
patrols require surveillance of assigned areas where suspected
I1legal mgration may occur, and the capability to dispatch
boardi ng teans to suspect vessels and subsequently escort these
vessel s depending on the final disposition of each case.

Addi tionally, assets nust respond to intelligence or operational
sightings. Assets nust be capabl e of sustained presence on
scene, and nust have the capability to rescue a | arge nunber of
peopl e sinultaneously in the event that the typical unseaworthy
or overloaded mi grant craft sinks or capsizes during the
attenpted voyage. Odinarily, assets nust provide food and
shelter to | arge nunber of people when m grants nust be renoved
fromtheir conveyance until final disposition.

Li ving Mari ne Resource Enforcenent. To neet the objectives of
this program it is necessary for the Coast Guard to project a
conti nuous enforcenent presence throughout the U S. EEZ and al ong
Its boundary, as-well as in international areas of interest to
the U S. This presence nust have the capability to deter illegal
or unauthorized activity by docunenting violations through vessel
boar di ngs and i nspecti ons.




General Law Enforcenent. The prosecution of this m ssion
requires both proactive patrolling and a reactive response to
intelligence information that may be received. The current scope
of the operations is mnor and the pro-active portion of the

m ssion is conducted frequently as a secondary outconme of a
fisheries, AMO or counter drug patrol. The response to specific
intelligence is handl ed on a case by case basis according to the
reliability of the information and availability of an asset. As
with all |aw enforcenment m ssions, our assets mnust have the
ability to conpel conpliance with Coast Guard | aw enforcenent
authority.

Deepwat er Search and Rescue. The ability for assets to search
for and | ocate distressed mari ners and recover themfrom
positions of peril; provide nedical advice, assistance, or
evacuation; and when necessary, provide subjects safe transport
to shoreside |locations are the primary requirenents of the

m ssion. As a secondary priority, Coast Guard SAR assets may
attenpt to recover or control danage to distressed vessels and
ot her property. Such assistance may consi st of controlling or
termnating flooding, fire fighting, dewatering, providing
mechani cal assi stance, and towi ng of stricken vessels.

International lIce Patrol. The Coast Guard is responsible to
provide for ice observation and broadcast of shipping advisories
whenever the presence of icebergs threaten the shipping routes.
The threat typically exists from February through July, but
conditions vary annually and operati ons commence as conditions
require. The Coast Guard is responsible for those ice regions of
the North Atlantic Ocean through which the nmgjor trans-Atlantic
shi ppi ng tracks pass.

Dat a Buoy Support. The Coast CGuard is responsible to provide for
mai nt enance of NDBC buoys, and al so establishes nobst new buoys
and transports relieved buoys to mai ntenance facilities. This
service is alnost always conducted wth NDBC technicians present.
Requirenents of this activity include transportation of
technicians to buoys and the ability to provi de mai ntenance and

i ndustrial support. Assets also nust establish real tine
communications links with NDBC'’s data network to validate data

being transmitted by the buoy. Finally transportation of

replacement buoys to and from station is required.

Ceneral Defense Operations. The capability to perform
surveillance, visit, board, search and seize (VBSS), limited unit
defense under a system akin to today’s developing Cooperative
Engagement Capability system, and provide berthing and logistics
support for additional personnel are partial requirements of this
activity. Assets must be capable of operating worldwide with
sustained presence in the area of responsibility.

Interoperability with DOD and other friendly forces, through a
system like the present Joint Tactical Information Distribution
System (JTIDS/Link-16), is essential.




Maritinme Interception Operations. Assets are required to conduct
t hor ough surveillance of an assigned area of responsibility,
detect and intercept all shipping, and dispatch trained boarding
or inspection teans, providing for their |ogistics, support,
transportation, and protection. Sustained presence in the
operating area is a necessity, as is the ability to conpel
conpliance with Coast Guard orders and instructions.
Interoperability with other friendly forces is essential to the
success of this m ssion.

Depl oyed Port Operations, Security and Defense M ssion. Conduct
t hor ough surveillance of an assigned area of operations, dispatch
appropriate assets to investigate any threat to security, and
respond to threats directly or indirectly. Interoperability with
other friendly forces and waterside protection of port facilities
are necessary capabilities, and assets nust be capabl e of
sust ai ned presence.

Environnental Defense Operations. Requirenents are yet to be
determ ned, however interoperability and ability to transport
crews to the scenes of environmental incidents are certain

requi renents. Some oil spill or contai nment capability will also
likely be a requirenent.

MARPOL Enforcenent. To date, this new m ssion has been
prosecuted only on an ad hoc basis. Dedicated surveillance

oper ations enploying shore based aircraft, and occasionally
patrol boats, have been conducted in the Florida Straits, Gulf of
Mexi co, and off the California coast. Surveillance coupled with
a limted surface presence seens to be the nost efficient neans
of conducting this task.

Li ghtering Zone Enforcenent. The G/ Pollution Act of 1990
restricts oil tankers not equi pped with double hulls from many

U S. ports, thus requiring such vessels to |lead cargo in off
shore lightering zones. The basic requirenment of the Coast
Guard’s Lightering Zone Enforcenent mssion is the capability to
surveil lightering zones and conduct inspections as necessary.
Seventy-four percent of the nation’s crude oil inports were
received in GQulf of Mexico ports, and twenty-nine percent of this
was | i ghtered.

Forei gn Vessel Inspection. Surveillance of operating areas and
the ability to conduct at sea inspections are the basic
requirenents of this mssion. This mssion is not currently
conducted in the Deepwater environnent.

Appendi ces A-D of the Deepwater M ssion Analysis Report list the
functional requirements for each existing Deepwater m ssion in
great detail. Functional requirenents delineate capabilities
required to performa m ssion successfully, without regard to
har dware or systens. Failure to provide these capabilities in
some fashion will preclude a future asset fromplaying a
significant role in the respective m ssion.




C. Aut hority.

The statutory basis underlying Coast Guard | aw enf orcenent
activity is set forth in 14 USC 2 and 14 USC 89. 14 USC 2
establishes, as a primary duty of the Coast CGuard, the
enforcenment of "all applicable federal |aws on, under, and over
t he high seas and waters subject to the Jurisdiction of the
United States. 14 USC 89 authorizes the Coast Guard to take | aw
enforcenent actions on the high seas and waters over which the
U.S. has Jurisdiction for the "prevention, detection, and
suppression of violations of laws of the United States" and

aut hori zes Coast Guard conm ssioned, warrant, and petty officers
to board, search, detain, arrest, or seize in appropriate
circunstances. In the execution of its Maritinme Law Enforcenent
role, the Coast Guard enforces statutes which, by their terns
requi re Coast Guard action, and others which the Coast Guard
enforces prinmarily for sone other Federal agency. A partial
listing of U S. Code Titles which include provisions enforced by
t he Coast Guard incl udes:

Title 16 USC- Conservation

Title 18 USC- Crines

Title 19 USC- U. S. Custons Authority and Duties
Title 21 USC- Food and Drugs (abuse)

Title 26 USC- |Internal Revenue Code

Title 31 USC- Money and Fi nance

Title 33 USC- Navi gation and Navi gabl e Waters

Title 46 USC- Shipping (Maritine Safety, Inspection)
Title 49 USC- Transportation

The statutory mandates for the execution of mssions within the
Maritime Safety role are contained in 14 USC 2 and 14 USC 88.
The U. S. entered into formal agreenent with the other maritine
nations at the International Conference on Safety of Life at Sea
(SOLAS) Convention of 1915, and this treaty remains in effect
with but mnor changes. 46 App USC 738e authorizes the Coast
Guard to adm nister the International Ice Observation and Ice
Pat rol Servi ce.

The Coast Guard is authorized by 14 USC 141 to use its people and
assets to help other federal agencies. A NOAA/ USCG Menorandum of
Agreement dated 27 March 1972, and Worki ng Agreenents signed 3
Sept enber 1993 docunent the Coast CGuard s support to the National
Dat a Buoy Center (NDBC). These Working Agreenents can be

term nated by either agency with a one year advance notice.

The Coast Guard is, by statute, "a mlitary Service and a branch
of the Armed Forces of the United States at all tines"”

(14 USC 1). It is required to "muintain a state of readiness to
function as a specialized service in the Navy in tinme of war".
(14 USC 2) and to operate as a Service in the Navy when the
President so directs. (14 USC 3) It is also specifically

aut hori zed to assist the Departnent of Defense in performance of
any activity for which the Coast CGuard is especially qualified
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(14 USC 141). The Novenber 1993 NAVGARD Board validated the
Coast CGuard’s National Defense role, and the May 1994 NAVGARD
Board directed a Menorandum of Agreenent, which was signed on 3
Cct ober 1995, to validate Maritinme Interception Operations;

Depl oyed Port Operations, Security and Defense; and Environnent al
Def ense Operations as Coast Guard m ssions.

There are nunerous statutes contained in U S. Code Titles 33 and
46 whi ch provide the Coast Guard the authority to conduct the
Marine Environnmental Protection role. They include the Federal
Water Pollution Control Act (Clean Water Act), the G| Pollution
Act of 1990 (OPA 90), the Port and Waterways Safety Act of 1972
(PWSA) as anended by the Port and Tanker Safety Act of 1978
(PTSA), and the Act to Prevent Pollution from Ships (APPS). The
I nternational Convention for the Prevention of Pollution from
Shi ps (MARPQOL) provides additional guidance for execution of
Marine Environnental Protection m ssions.

2. Rational e for the Acquisition.
a. Current Capability.

The Coast Guard mai ntains a capable, but rapidly aging, Deepwater
fl eet consisting of high and nmedi um endurance cutters, patrol
boats, |ong and nediumrange fixed wing aircraft, and short and
medium range rotary wing aircraft. The multi-m ssion nature of

t hese resources gives operational commanders the flexibility to
use their assets wherever the need is greatest, and guarantees
that all assets are fully enployed even during those rare periods
when their service in their primary mssion is not required. An
I mportant elenment in our Deepwater fleet, which wll not be

di scussed in this docunment, is our polar icebreaking fleet.

These assets will not be factored into our m ssion need

cal cul ations since they are single mssion assets which do not
typically contribute to the m ssions discussed in this docunent.

H gh and nedi um endurance cutters, and patrol boats when a | ess
robust capability is required, are utilized in all Deepwater

m ssions, and are the platforns of choice when personnel are
requi red on scene for extended periods of tine. Their seakeeping
abilities allow these larger platforns to conduct surveillance
regardl ess of the weather, and renmain on scene for extended
periods of tinme. They are easy to spot, by friend and foe aliKke,
and represent to all the Coast Guard’s commtnent to our

I mportant mssions. Their crews conduct the vessel and facility
boardi ngs which are integral to effective enforcenent of |aws and
treaties. Their conmmand and control capabilities are essenti al
to coordi nated operations, and their limted warfighting
capabilities allow themto conmpel conpliance in | aw enforcenent
operations, as well as support the national defense. Qur surface
platforns respond to SAR cases, and unlike aircraft, can send
assi stance teans to stricken vessels and tow t hem when necessary.
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Their size and | ogistics support capability allow themto enbark
extra personnel, be they augnentation crews, nariners in
di stress, or large groups of interdicted m grants.

Avi ation assets are invaluable due to their speed and ability to
cover |arge areas quickly. Fixed wing aircraft (C 130 and HU- 25)
routi nely conduct surveillance for all Deepwater m ssions, often
enpl oyi ng advanced radar or infrared systens to enhance their
detection and classification ranges. The C 130 Hercul es has a

| arge cargo capacity which allows it to fly critical |ogistics
support for deployed operations. The HU-Z5 Falcon aircraft,
because of its speed, serves as an air intercept in deterring air
drug smuggling, and its infrared systens serve well in detecting
and determning the limts of marine pollution. Qur helicopters
fly short and medi umrange surveillance, and are capabl e of
operating i ndependently, forward deploying to renote | ocations,
or depl oyi ng onboard WVMECs and WVECs to extend cutter
capabilities. Aircraft of all classes provide our quickest
response to SAR cases and can drop or |ower survival equipnment to
those in distress, while helicopters often utilize their lift
capability to rescue survivors when necessary.

Most of our current Deepwater resources are reaching their end of
useful service. Qur 378 (115m Hi gh Endurance cutters (WHECSs),
whose serviceability has al ready been extended through the Fleet
Renovati on and Moderni zation (FRAM program begin to reach the
end of their service lives in 2003. The 210" (64m Medium
Endurance cutters (WVECs), which have al so been renovated under
the Maj or Maintenance Availability (MVA) program reach the end
of their service lives beginning in 2001. Even our "new' 270’
(82.5m) WWECs are facing end of service life, beginning in 2012.
Refer to Figure 3.

Qur aircraft face simlar problenms. The Coast Guard s HC 130

| ong range aircraft reach the end of their service |lives soon:
1997 for our three 1600 series airframes; 1998 for the five 1500
series airframes; and 2001 to 2007 for the twenty-two 1700 series
airframes. Qur HU- 25 Falcon Jets will reach their end of service
life in 2003, our HH 65 short range helicopters in 2004, and our
HH 60 medi um range helicopters in 2005 to 2010. Refer to

Figure 4.

The Deepwater M ssion Anal ysis Report reviewed all Deepwater

m ssions, both current and proposed, and derived an esti mate of
what capabilities the Coast Guard will require to carry out these
responsibilities effectively. These m ssion enpl oynent demands
and required capabilities, referred to as Demand Projections and
Functi onal Requirenents respectively, were then conpared with our
present and projected assets to determ ne whether the Coast Guard
can continue these duties wthout resorting to major acquisition.
The anal ysis has indicated that the Coast Guard will continue to
have Deepwater responsibilities well into the future, but wll
suffer two maj or resource shortcom ngs: resource availability and
resource capability.
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Resource Availability. Availability shortcom ngs exist already
and will grow alarmngly to over 500K conbi ned surface and air
hours annual ly as our assets reach their end of service life.
See Figures 5 and 6. This figure represents only routine m ssion
dermand; surge operations which have beconme so common in recent
years cannot be estimated accurately. At first glance it may be
difficult to accept that this availability shortfall exists
today. Qur resources appear adequate, but new m ssions such as
MARPOL Enforcenent, Lightering Zone Enforcenent, and Foreign
Vessel |nspection are not yet being perfornmed by Deepwater
assets. A larger portion of the availability gap stens from new
| aw enf or cenent program standards which were devel oped to ful fil
Nat i onal Perfornmance Review Act requirenents. The recent

I mpl enent ation of these standards has nmade it evident that the
Coast CGuard does not have the capabilities or resources to

achi eve the necessary | evel of performance throughout our entire
area of responsibility. Qur Deepwater forces are neeting the
standards in high threat areas where they concentrate effort, but
fall short in lower priority areas. The Availability gap of the
future is nuch easier to understand, however, and the need to
repl ace fading assets is clear.

Resource Capability. Although present Coast Cuard assets are
fairly capable, analysis has shown that capability inprovenents
nmust be made, particularly as new m ssion requirenents are added
to our workload. Increases in our commend, control,

comuni cations, conmputers, and intelligence (C41) capabilities;
our ability to detect, classify, and identify targets; our
abilities to dispatch boarding parties nore efficiently; and the
speed of our surface assets nust be addressed. Since
surveillance is such a najor portion of the Coast CGuard’' s
proactive function, innovations in surveillance technol ogi es
could prove to be a force nmultiplier by elimnating the need for
some of our nore traditional assets. This notw thstanding, our
mssions will continue to require on scene presence, wth a |arge
passenger carrying capacity and a high | evel of sustainability.
This points to the continued need for a nunber of |arger surface
assets. Likew se, innovative "eyes in the sky" such as satellite
systens, unmanned aerial vehicles (UAV), and over the horizon
radar, will likely reduce the need for some conventi onal

aircraft, but aircraft on scene capabilities will continue to be
a requirenment. The need remains for sone type of air assets with
the capability to transport and recover personnel and suppli es,
and the ability to interact wwth other Coast Cuard assets and
targets on scene.

b. Pl anned Capability.

The Coast Guard must close the resource gaps which have been
identified. Left to pursue its Deepwater responsibilities

wi t hout new capital investnent, the Service risks becom ng but a
hol | ow shell of its fornmer self. The resource availability gap
is particularly disturbing. Already asset availability does not
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mat ch m ssion demand, and this gad will grow to over 500K

conbi ned surface and air hours annually as Deepwat er assets reach
the end of their service lives while m ssion demand continues to
gr ow.

The Deepwat er M ssion Analysis has indicated that sone new
resource capabilities will be required in order to manage
tomorrow’s missions more effectively. In keeping with the

Department of Transportation's Strategic Goal 3, we must look to
improvements in technology to provide for substantial savings in

life cycle costs. Improvements in Command, Control,

Communications, Computers and Intelligence (C4l), asset speed,

target classification abilities, and boarding team dispatch

capabilities will lead to improved operations utilizing fewer

assets. Advances in maintenance systems should result in a

lessening of adverse impact on the environment, higher

operational hours per asset, and savings in the number of

personnel required to perform maintenance tasks.

An attribute essential to the future success of the Coast Guard's
Deepwater fleet is flexibility in its individual components.
Throughout its proud history the Coast Guard has utilized all of
its Deepwater assets for almost all Deepwater missions. This
versatility has resulted in economy for the taxpayer us well as a
remarkable operational efficiency. Deepwater assets can work
independently--and do quite frequently--and they can work in
concert with other assets. Multi-unit operations can vary from

the simple ship-helo combination, to the Task Unit organization
where a variety of ships and aircraft operate over a broad
geographical area, to operating in a full Cooperative Engagement
Capability environment with Navy, Marine Corps, and Allied
forces. Our future assets must continue to shift rapidly from
planned routine operations to unscheduled emergencies requiring
vastly different capabilities. These transitions, so frequent in
Coast Guard operations, can only be made by multi-mission assets
crewed by well-trained, experienced professionals.

Included in this equation must be the ability to conduct surge
operations. Surge operations are unscheduled responses to
national emergencies which demand increased tempo and
extraordinary efforts on the part of Coast Guard crews and
resources. Figure 7 illustrates the effects of two recent surge
operations. Response to these emergencies has long been part of
the Coast Guard’s experience, however recently such actions have
become more frequent, almost to the point of becoming routine.
Surge response is such an important Coast Guard responsibility

that the Commandant’s Direction states that a primary Service
goal is to “Provide surge capability to meet national security
and disaster response requirements”. As mentioned previously,

however, Coast Guard assets do not sit idle while waiting to
respond to contingencies. They are fully enployed conducting
their “bread and butter” missions.
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This graph compares two recent surge operations-- Able Manner,
a sustained, high temp effort, and Able Vigil, a brief, but highly
Intense contingency.

Both operations required far more assets than are normally
available within the Caribbean/Windward Passage theater of
operations, in fact Able Vigil actually required more than the
number of assets that normally operate within the entire Atlantic
Fleet area of responsibility.
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C. Proposed Alternatives.

The Deepwater M ssion Anal ysis Report considered non-materi al
solutions to close the docunented resource gaps. Wile certain
efficiencies may be realized and will be explored, there is
little to suggest that the Coast Guard can avoid acquisition to
solve at | east a portion of our resource dilenma. To date our
m ssion anal ysis has indicated that while technol ogy can
certainly provide increased efficiencies, it will not elimnate
the need for Coast Guard personnel to go To sea. W nust be
present where the action is--the Central Pacific, the deep

Cari bbean, the Atlantic fishing grounds, wherever our
responsibilities demand--to enforce | aws and regul ati ons, deliver
peopl e and equi pnment, rescue and recover those in distress, and
respond to environnental disasters.

The future points to even nore Deepwater activity. Non-materi al
enhancenments and | everagi ng technology may allow us to do the job
better with fewer major assets, but surface and air assets
capabl e of maintaining a sustained high seas presence will remain
an operational requirenent.

A three-pronged approach will be enployed to determ ne the nost
cost effective alternatives to filling the Coast Guard’s
Deepwat er needs. Concept Exploration will concentrate on a
conmbi nati on of:

0 upgradi ng existing assets,

o aligning with DOD-consideration of the use of existing
or future DOD assets, and

o non-devel opnental new acquisition of assets not otherw se
avai | abl e.

Vari ous concepts of operation will be considered in the Concept
Expl orati on phase, such as increased aerial surveillance by nore
cost effective neans, and the enpl oynent of nother ships working
with fleets of smaller patrol craft. The need for on scene
sustainability will not go away, but it is probable that

| everagi ng technology may allow us to gain this capability nore
economni cal | y.

New and i nnovative operating procedures which mght increase the
availability of our resources will be considered. Modern systens
enpl oyed by various industry and governnent entities throughout
the world indicate that increasing operational hours while

mai nt ai ni ng personnel well-being, mintenance standards, and

m ssi on success i s an achi evabl e goal .
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d. Ri sks.

Deepwat er Capabilities project risks are uncertain and inpossible
to quantify at this point. The potential cost, schedule, and
performance risks can be bounded approxi mately, however, by

| ooking to sensitivity and scenario anal yses of the risk sources,
pl anned capability, and proposed alternatives. Possible risk
sources include operations and mai ntenance policy, tenpo and
costs, acquisition costs, technol ogy changes, design life, budget
constraints, mssion or program standard growh, threat advances
and organi zati onal biases.

Cost. As discussed above, technology will be | everaged to the
maxi mum extent to decrease life cycle costs while increasing
operational efficiency. Since higher initial costs could prove
to be an investnent toward | ower operating costs, systemlLife
Cycle cost, rather than Acquisition cost, wll serve as the
figure of nerit for cost effectiveness and trade-off studies.
Advances in automation technol ogy, systens reliability, and
energy efficiency leads to the assunption that the risk of not
reducing life cycle cost is |ow

Schedul e. Schedule risk is based on failing to provide

repl acenent capability before current assets failing. Assuni ng
project initiation in FY 96--and given the Coast Guard s historic
ability to keep assets in service beyond design life at nuch

I ncreased expense--this risk is noderate.

Performance. The nmulti-m ssion, nulti-platformcapability
requi renents nmake performance risk diverse and inpossible to

capture in one neasurenent. It is reasonable to assune that
recent substantial advances in ship and aircraft technical
capabilities, especially in C4l, will equate to increases in

performance of new assets and the easing of our availability
concerns. This indicates that overall performance risk is
noder at e.

e. Acqui sition Strategy Objectives.

The objective of the Deepwater acquisition strategy is to neet
Coast CGuard and National Security mssion requirenents safely
with cost effective resources that can be enployed in a tinely
manner. Expected budgetary constraints require us to support the
Deepwat er m ssion functional requirenments through a conpl enentary
system of assets that can be operated wth fewer personnel and
significantly lower |life cycle costs, w thout conprom sing
overal | perfornmance.

The goal of this effort is not to replace ships, aircraft, and
sensors with nore ships, aircraft, and sensors, but to provide
the Coast Guard with the functional capabilities required to

achi eve m ssion success safely. Al though sone traditional assets
wi || undoubtedly result from Concept Exploration, the systemm x
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could also include sone very nontraditional tools. It is
critical that the Deepwater systembe viewed in its totality in
order to develop a unified, strategic overview, ensure asset
conparability and interoperability, and provide the nost

af fordabl e solution for the taxpayer.

Once the Concept Exploration phase has determ ned the appropriate

service force mx, the Deepwater Capabilities project will nost
likely separate into nore nmanageabl e acquisition projects. These
will likely include a variety of surface and air platforns, plus

essential m ssion equi pnent and sensors.

THE CHALLENGE wi Il be to exploit current and energi ng technol ogy
to identify non-devel opnental type systens, subsystens, or

equi pnrent that may satisfy our Deepwater requirenments and are
potentially cost-effective. Market anal yses, surveys, and

feasibility studies will be conducted to identify reasonabl e
Deepwat er alternatives for further investigation and possible
devel opnment. System safety concepts will be enployed early in the

life of the project in order to mnimze or elimnate safety and
heal th ri sks.

| NNOVATI ONS such as Modul arity or space/ wei ght reservation
techniques may be utilized in order to obtain assets economcally
while retaining the flexibility required to respond to surge,

nati onal defense, and uncertain future tasking.

LI FE CYCLE COSTS nust be reduced. Reduced or M ninmal crew ng
will be investigated as a neans to keep resource costs down, but
we cannot allow the effort to econom ze to take priority over

m ssi on success. W nust ensure that we retain the right nunber
of personnel to get the job done w thout sacrificing either the
m ssion or the well-being of our crews.

THE ENVI RONMENT wi || be considered in support of the Departnent
of Transportation Strategic Goal 5. Public concerns with the
envi ronment demand that our new or updated assets be

environnmental ly friendly. Environnental concerns will be a
priority when choosi ng propul sion systens, but careful planning
will also be given to maintenance requirenents and material s,

trash handling systens, hazardous waste production and di sposal,
and general consunption of resources by systens and personnel.
Unfortunately, retrofitting yesterday’'s assets to conformto
tonmorrow s regul ati ons may very well prove unaffordable or

I nfusi ble, thus. precluding the upgrading of sone of our present
assets.
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3. | npact of Disapproving the Acquisition.

a. Exi sting Capability and Resources.

The Coast Guard’s Deepwater missions are the essence of the
Service, yet our cutters and aircraft are aging fast and are

barely adequate to perform today’s missions. When these assets
begin to reach the ends of their service lives in a few short

years, as mission demands continue to increase, the resource gap
will quickly become overwhelming. Without a major replacement
effort, the Coast Guard will be unable to fulfill its crucial
Deepwater obligations.

The Coast Guard cannot possibly maintain the status quo with
respect to the condition of our major assets. Ships and aircraft

are complex systems which require tremendous amounts of manpower-
intensive maintenance and repair. Engineers view the maintenance
life of a major asset in terms of the wear-in, sustainment, and’
wear-out phases. As ships or aircraft enter the wear-out phase,
maintenance and repair costs often rise dramatically due to
supportability and deterioration associated with age. There is a
point of diminishing economy in continuing to operate and support
aging ships and aircraft, especially when these older assets may

not meet the functional requirements for the missions they

support. Refer to Figure 8.

The aging of the Deepwater fleet may not seem cause for public
concern. If the issue is not addressed, initially the Coast

Guard will merely experience seemingly insignificant decreases in
mission effectiveness. Failure to exploit new technologies will
cause us to fall farther behind and will deny us potential
economies in reduced crewing and enhanced asset availability. As
our assets become obsolete and maintenance miracles fall to delay
the inevitable any further, we will reach a point where major
responsibilities will have to be abdicated. The impact will

begin to manifest itself in our inability to conduct our

proactive missions fully, and will slowly escalate to an

inability to provide sufficient resources to our reactive

missions such as search and rescue, response to environmental
disasters, and response to mass migration attempts. The Coast
Guard will lose the flexibility and speed of response that has
become the hallmark of our organization. No one else is

available to fill this void and carry out these national

priorities. The Coast Guard must retain the capabilities

required to carry out its vital functions.

b. Constraints.

Life Cycle Costs. The acquisition strategy must minimize the
cost of Deepwater asset ownership. Each alternative must
minimize crewing and operating costs. The assets must leverage
the use of off the shelf components and logistics support. The
support concept must minimize down time and organizational level
maintenance and repair.
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Figure 8

This graph represents the generic maintenance
cycle of mechanical equipment. As mechanical
egui pment ages, the frequency of failure increases
and thus the cost of maintaining that equipment rises.
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Affordability. The acquisition strategy nust incorporate a
phased approach to replacing Deepwater capabilities to ensure
that project elenments are affordable within a reasonabl e
appropriations stream wth the realization that the trend of
future funding is a continuing decline.

Schedul e. The acquisition strategy nust be streanlined to ensure
t hat capabl e assets begin to enter the Coast Guard inventory in
t he 2002- 2005 ti nmefrane.

C. Potential QOpportunities.

Replacing the Coast Guard’'s Deepwater capabilities should offer
the opportunity to realize considerable savings. Technological
enhancements, particularly those advocated earlier in this
document--better C4l and classification, increased speed, and
enhanced boarding capability—should result in increased
performance. Acquiring state of the art assets should reduce

life cycle costs by allowing savings through significant

reductions in crew sizes, increased availability of individual
assets, reductions in costs for maintenance and environmental
compliance, and the ability to exploit other agencies’ assets.

4. Resources Required.

a. Total Acquisition Costs.

The preliminary Total Acquisition Cost estimate for the Deepwater
Capabilities project could reach $7.25-15.00, in FY 98 dollars,
excluding recurring operating and maintenance costs. This is a
gross estimate based on total, one-for-one replacement of the
present fleet, including all major cutters (WHEC, WMEC, mature
class), 110’ WPBs, HC-130s, and HU-25s, along with the necessary
sensor packages. The estimate does not factor in economies that
most certainly will be realized by leveraging technology to

reduce the number and/or complexity of assets required. A much
more complete Total Acquisition Cost estimate will be made at
KDP-2 after Concept Exploration studies point more accurately
towards the types and numbers of Deepwater assets that will be
required.

b. Ti mi ng.

Deepwater assets are beginning to reach the end of their service
lives now, and the majority of them will reach this point within

the next decade. In order to ensure that the Coast Guard can
continue to perform its vital Deepwater functions without
interruption or degradation, the Initial Operational Capability
(IOC) date for replacing present Deepwater capabilities should be
2002 to 2005. If the 10C is delayed beyond this timeframe,
maintaining our present aging assets becomes increasingly
inefficient and cost prohibitive.
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c. Priority/Affordability.

Replacing our present Deepwater capabilities is the Coast Guard’'s
highest priority for the early 21 st Century. From the purchase
of our first ten cutters in 1790, the Coast Guard has been a
Deepwater service, national interests and the statutory

authorities governing Coast Guard missions clearly provide the
severely impact the prosecution of all Coast Guard missions,
Coastal Zone as well as Deepwater, since the Deepwater fleet is
the repository of the highest level of Coast Guard expertise and
capability. Gross estimates for replacing the Deepwater assets
realities of constraining budgets must be balanced against the
imperative to provide the required level of service to the

public. The acquisition strategy will incorporate a phased
approach to replacing Deepwater capabilities to ensure the

project elements are affordable within AC&I appropriations.

d. G her Governnent Agenci es.

A close relationship with DOD is essential to this project in
order to benefit from research and design efforts performed by
DOD, patrticularly those involved with the Surface Combatant 21
Century (SC-21) project, to ensure interoperability and
compatibility, to enhance the probability of realizing economies,
and to avoid acquiring redundant capabilities. An ongoing study
of the desired defense capabilities of future cutters, performed
by the Center for Naval Analyses, is the first phase of this
relationship.

Although no other federal agencies have capabilities similar to
those which the Coast Guard must replace, future operations with
agencies such as FEMA, Customs, DEA, NOAA, and INS will certainly

be considered to ensure that our ability to interact with such
organizations is maximized.

5. Recommendat i ons.

a. Approve the Deepwater Capabilities project mission need
statement.

b. Designate the Deepwater Capabilities project as a Level |
major acquisition.

C. Grant authority to proceed with the Concept Exploration Phase.
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4.

5.

6.

PROPOSED CONCEPT EXPLORATI ON PHASE EXIT CRI TERIA FOR THE
DEEPWATER PRQIECT

. Overall concept defined.
. Project spin-offs and | evel s proposed.

. Prelimnary Qperational Requirenents Docunents (PORDs)/

Oper ati onal Requirenments Docunents (ORDs) devel oped for each
proj ect .

Acqui sition Plans (APs) defined for each project.
Acqui sition Project Baselines (APBs) defined for each project.

| ndependent QOperational Test and Eval uation Advi sors (1 OTEAs)

identified as needed.
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RESOURCE | MPACT ASSESSMENT
DEEPWATER CAPABI LI TY REPLACEMENT PRQIECT

KEY DECI SI ON PO NT #1

DEEPWATER LI FE CYCLE COSTS

The life cycle cost of an acquisition is the key factor in
determning its inpact on Coast Guard resources. Total Deepwater
life cycle costs have not yet been determned at this initial
stage of the project. Resource |Inpact Assessnents for future Key
Deci sion Points (KDP) wll contain nore conplete |ife cycle cost
information as it becones avail able. The conponents of life
cycle cost are acquisition (AC& ) costs and operating expenses
(OE) costs. These conponents are discussed bel ow.

o DEEPWATER ACQUI SI TI ON COSTS

Resource requirenents for the Deepwater acquisition, based on
repl acenent in kind of existing assets, are estimated to be
$7.25 - $15.0 billion in constant FY 1998 dollars. This figure
Is an estimate based on total, in-kind replacenent of the present
fleet, including all nmajor cutters and aircraft (378 HEC, 270
MEC, 210° MEC, 110° WeB, HH 65, HH 60, HC 130, HU 25). The Coast
Guard intends to |l everage technology to | ower the nunber of

exi sting assets that need to be replaced. Deepwater funding
requi renents are included in the Long Range Resource All ocation
Plan (LRRAP), contained in the Coast Guard's FY 1998 Capit al

I nvestnent Plan. An official governnment cost estinmate will be
performed as soon as practicable, as the project progresses with
concept exploration and the types and nunbers of Deepwater assets
are determned. The first funding for the Deepwater acquisition
will appear in the FY 1998 budget request.

o DEEPWATER OPERATI NG EXPENSES COSTS

Operating expenses costs are the | argest and nost significant
part of an acquisition’s life cycle cost. Deepwater OE costs are

unknown at this time. However, there are currently operating and

maintenance funds in the base for the existing fleets that should

at least approximate the costs for the replacement fleets. As

the project progresses to KDP-2 and the asset mix is determined,

the projected operating expenses costs will be refined.



OVERALL RESOURCE | MPACT

AC&l : This project is the |largest recapitalization effort the
Coast CGuard wll face in the next several decades. The existing
AC&l baseline funding target, which has steadily eroded from an
average appropriation of $680M throughout the 1980’s to a

baseline of $439M in FY95, $428M in FY97 and $362M in FY98, will

be severely constrained to support this acquisition along with

other Coast Guard recapitalization needs. Steady state

recapitalization of the Coast Guard’s $19B asset base requires

$677M per year (recently updated to reflect existing assets and

expressed in constant 1996 dollars).

The Coast Guard intends to take an active part in enhancing
affordability of the Deepwater project in as many ways as
possible, including leveraging technology to reduce the number of
replacement assets needed, structuring the acquisition in phases,
and adhering to the principles of good project management.
However, AC&I requirements (including the Deepwater project) will
still substantially exceed funding levels indicated in the
Administration’s current baseline targets and recent
Congressional appropriations. Therefore, the Administration and
Congress must make a commitment to support the level of funding
required to recapitalize the Coast Guard’'s Deepwater assets.
These platforms provide the Nation with the Deepwater capability
that has proved so essential, especially during crises such as

the Haiti/Cuba alien migrant interdiction operations, the Cuban
shootdown of U.S. civilian aircraft, protection of depleted

fisheries resources, drug law enforcement interdiction, and oil

spill response. Without adequate acquisition funding support,

the Coast Guard will not look the same as it does today, and its
ability to provide these vital services will be curtailed.

OE: The impact of the Deepwater project on the OE base is
unknown at this time. The existing base could be reduced to the
extent that new technologies and new maintenance practices are
leveraged to substantially reduce fleet and crew sizes and system
support costs. Although the acquisition cost will be substantial

in AC&I dollars, long term savings may be achievable in the
recurring OE base.



